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Abstract

This study analyzes the process of opening traditional, physical retail stores by
e-commerce companies as institutional work of maintenance. Past research examines
internal mechanisms used to maintain institutions and ignores the question of how
an external, alternative institution can contribute to the maintenance of another
institution. This study shows that traditional retail as a relatively old institution
helps maintain e-commerce as a relatively new institution through eight different
mechanisms at four levels including customers, employees, suppliers, and companies
themselves. For customers, traditional stores help concretize e-commerce companies
and personalize customer experience. For employees, they create new tasks and
responsibilities and increase their involvement in both strategic and daily decisions.
For suppliers, they develop trust by making e-commerce companies a concrete entity
to do business with and promote visibility by expanding the product range and
reach. Lastly, for companies themselves, they increase brand awareness and result
in growth through additional marketing and sales opportunities. Traditional retail
thus strengthens the position of e-commerce companies in the market by facilitating
better relations with their customers, employees, and suppliers as well as directly
contributes to companies’ image and growth.
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E-TICARETIN GELENEKSEL PERAKENDECILIK

UZERINDEN KURUMSAL MUHAFAZASI

0z

Bu ¢alisma e-ticaret firmalarimin geleneksel fiziksel magaza agma siireglerini bir
kurumsal muhafaza isi olarak ¢oziimlemektedir. Kurumsal muhafaza iizerine
yapilan ¢alismalar genellikle igsel siireclere odaklanmakta, muhafaza edilecek
kurumun yerine gecme olasihigi da olan bir baska dissal kurumun etkisini gormezden
gelmektedir. Bu ¢alisma, nispeten eski bir kurum olan geleneksel perakendeciligin,
nispeten yeni bir kurum olan e-ticaretin muhafazasina, miisteri, calisan, tedarikgi,
ve firma diizeylerinde isleyen sekiz farkh siirecle katkisini incelemektedir. 1lkin,
geleneksel magazalar e-ticaret firmalarimn somutlasmasima yardim ederken
miigsteriye kisisel bir deneyim sunmaktadir. 1kincisi, calisanlar igin yeni gorevler ve
sorumluluklar yaratan magazalar, ¢alhisanlarin stratejik ve operasyonel kararlara
katihmini da kolaylastirmaktadir. Ugtincii olarak, e-ticareti geleneksel bir goriiniime
kavusturan, iirtine erisimi arttiran, ve iiriin yelpazesini cesitlendiren magazalarla
birlikte, tedarikgilerin e-ticaret konusundaki gorece giivensizligi azalmakta ve
piyasadaki goriiniirliikleri artmaktadir. Son olarak, firmalar magazalar yardimiyla
marka bilinirligi saglamakta ve yeni pazarlama ve satis olanaklariyla biiytimeye
devam etmektedirler. Dolayisiyla geleneksel perakendecilik e-ticaret firmalarinin
miisterileri, calisanlar: ve tedarikgileriyle daha iyi iliskiler gelistirmesine yol agarak
piyasadaki konumlarimi giiclendirirken, firmalarin tannirligina ve biiyiimesine de
dogrudan katkida bulunmaktadir.

Anahtar Kelimeler: Kurumsal 13, Kurumsal Mubhafaza, E-ticaret, Geleneksel
Perakendecilik.

JEL Kodlari: M10, M1I9.

Prof. Dr. Nazli Wasti Pamuksuza, Prof. Dr. Getin Ondere ve degerli hakemlere
calismaya olan katkilar: icin tesekkiirlerimizi sunariz.

‘Bu ¢alisma Arastirma ve Yayin Etigine uygun olarak hazirlanmistir’

4 Genisletilmis Tiirkge dzet Ingilizce metinden sonra, kaynakgadan dnce yer almaktadir.
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1. INTRODUCTION

Retail is one of the oldest human activities. From the beginning of simple trading
to the first shopping malls in the USA in the 1930s, it developed from a primitive
exchange of goods and services to a globally dominant industry (Feinberg and
Meoli, 1991). With the internet, the retail industry saw drastic changes. E-commerce
companies emerged and became a real threat to traditional retail stores. For
example, in terms of market value, Amazon managed to surpass WalMart, which
was the biggest retail company in the world in terms of revenue (Pettypiece, 2015).
Asaresult, retail companies started to open e-commerce websites to catch the trend
and get a share from the increasing online sales. However, in the last few years, this
trend reversed. Digitally born companies began to open their brick-and-mortar
stores. Amazon, Warby Parker, Nasty Gal, Everlane, Bonobos, and Birchbox are
among the first companies opening traditional retail stores (Shearman, 2016).
Even in developing countries like Turkey, e-commerce-only companies started to
open physical stores.

This new trend is ironic. Amazon, for example, started its operations by selling
books and continued with its innovation of e-readers and e-books. It changed
reading habits and forced many traditional bookstores to close down (Butler, 2014).
As an e-commerce giant, it then decided to open its own brick-and-mortar stores
(Schaub, 2018). The company currently has more than 20 stores in 11 different
states of the US (Amazon, 2020). Warby Parker, another successful e-commerce
company that opens physical retail stores, creates a lot of additional traffic for its
website and increases e-commerce sales through those stores (Walsh, 2016).

Brick-and-mortar stores thus positively influence e-commerce companies’ position
in the market. Traditional retail as a relatively established institution seems to
contribute to the maintenance of e-commerce as a relatively new institution
although the former is significantly undermined and increasingly replaced by
the latter. These are actually two alternative institutions that can be disruptive for
one another. Then, the question is how traditional physical stores help maintain
non-traditional online stores. What are the general mechanisms, which shape the
specific actions and practices of actors towards institutional maintenance and can
explain the positive effect of traditional retail on e-commerce? The question is
important to understand the ironic and increasing trend of e-commerce companies
entering traditional retail business. The positive effect of offline on online business
seems to be the general reason why e-commerce companies open physical stores.
However, we do not know how this effect emerges or what mechanisms operate
to generate this effect and turn the efforts of companies, employees, suppliers,
and even customers into work of maintenance. The mechanisms can give us an
idea of how this risky undertaking is pursued and achieved when e-commerce
companies do not have experience in traditional retail. They can help analyze the
reasons and outcomes of the early adopters’ move to go traditional. Hence, the
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general mechanisms that transform actors’ even daily activities into maintenance
work and thus facilitate the positive effect of offline on online business and the
maintenance of the latter through the former can help guide other e-commerce
companies planning to open their own physical stores.

This study analyzes this process of opening physical retail stores by e-commerce
companies as institutional work of maintenance (Lawrence and Suddaby, 2006;
Lawrence et al., 2009). Institutional work is “the purposive action of individuals
and organizations aimed at creating, maintaining and disrupting institutions”
(Lawrence and Suddaby, 2006:215). It refers to both physical and mental efforts to
affect institutions (Lawrence et al., 2011). It might be based on “a future-oriented
intentionality, focused on consciously and strategically reshaping social situations”
or “involve a practical form of intentionality, focused on managing the exigencies
of immediate situations”; yet, “most commonly, perhaps, the intentionality of
institutional work might look like habit” (Lawrence et al., 2011:53). Hence, the
purpose and intention are not always clear in institutional work; they might be
hidden behind practical responses to daily contingencies and habitual ways of
dealing with those contingencies. In fact, “actors are not always aware of their
intentions, or may have one intention but act in a way that does not serve these
claimed intentions, or even contradict them” (Zilber, 2013:87). Intentions also
change, depending on the temporal, social, and political context of actors. Still,
actors’ efforts have consequences and affect institutions. The effects of individual
and collective efforts can amount to institutional creation, disruption, and/
or maintenance. Organizational researchers increasingly study institutional
maintenance in different contexts (e.g. Gawer and Phillips, 2013; Mena and
Suddaby, 2016; Turnbull and Wass, 2015; Zietsma and Lawrence, 2010). However,
most research examines internal mechanisms/means used to maintain institutional
norms and practices (Blanc and Huault, 2011; Clark and Newell, 2013; Grafstrom
and Windell, 2012; Nite et al., 2016; Raviola and Norback, 2013). The research
ignores the question of how an external, alternative institution like physical retail
is used to maintain another institution like e-commerce. This study focuses on
this gap and examines how e-commerce companies utilize physical stores for their
own sustainability and maintenance.

In the context of this study, “institution represents a social order or pattern that
has attained a certain state or property... By order or pattern’, it is referred “to
standardized interaction sequences. An institution is then a social pattern that
reveals a particular reproduction process. When departures from the pattern are
counteracted in a regulated fashion, by repetitively activated, socially constructed,
controls - that is by some set of rewards and sanctions — we refer to a pattern
institutionalized” (Jepperson, 1991:145). Using this definition, we consider
traditional physical retail and e-commerce as two different institutions. Unlike
wholesale, retail refers to the final activities and steps to provide goods or services

600



INSTITUTIONAL MAINTENANCE OF E-COMMERCE THROUGH TRADITIONAL RETAIL

directly for customers (Dunne et al., 2014). Traditional retail usually includes a
physical store or office, which shapes and more or less standardizes interactions
between customers and companies. It is a particular interaction, in which brick-
and-mortar stores enable customers to see and try the product or experience
the service before the purchase. Physical retail as an institution is based on this
experiencelogic. Face-to-face, directinteraction between companies and customers
and resulting experience are essential. The direct interaction reproduces the
experience logic. The role of technology is to support this interaction. Customers
reward experience with increasing sales while punishing poor experience with
decreasing sales, again reproducing the experience logic as well as interaction
pattern that results in satisfactory experience. With a different logic, customers
reward or punish e-commerce companies as well. E-commerce or online retail
is the process of selling goods or services over the internet (Laudon and Traver,
2016). E-commerce offers speed and convenience to customers through digital
technologies and thus, as an institution, is based on this convenience logic. In
fact, e-commerce companies are digitally born and usually defined as technology
companies. Relatively indirect interaction between companies and customers is
mediated by sophisticated technology, which allows customers to easily compare
different products or sellers in terms of price, delivery time, quality, and customer
service. Hence, as in traditional retail, interactions are more or less standardized yet
with a focus on convenience. Digital technologies help reproduce the convenience
logic as well as associated indirect interactions. Customers then value and repeat
convenient sales together with company practices that support and improve
convenience. Therefore, the study analyzes traditional retail and e-commerce
as two different institutions with their own logics and practices to provide a
conceptual perspective on the maintenance of e-commerce as an institution
through traditional retail as another institution.

1.1. Literature Review

Institutional work draws attention to the agency of actors in sustaining, modifying,
and changing institutions (Aglargéz, 2015; Kog and Vurgun, 2012; Lawrence et
al., 2011). Institutional change is not the only process where agency is important.
Institutional maintenance is also based on actors’ ongoing efforts. It is a relatively
neglected area of study as institutions are generally considered self-reproducing
(Lawrence and Suddaby, 2006). In fact, for institutional maintenance, actors need
to put in significant effort, sometimes partly modifying the existing practices
while preserving the general understanding behind those practices. This effort is
facilitated by several mechanisms/means.

The existing institutional practices themselves are a mechanism of maintenance
(Acquier et al., 2018; Bouty et al., 2013; Malsch and Gendron, 2013; Nite et al.,
2016). One example is Michelin, which rates restaurants and hotels in a guide
released every autumn (Bouty et al., 2013). The guide currently includes over
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30.000 restaurants and hotels all around the world, making Michelin the dominant
actor in rating haute cuisine. Michelin maintains its dominance by branching in
other continents outside its home in Europe. It uses its established star rating
system outside Europe as well. The company carries a traditional practice to
other places in a way that generates excitement among the stakeholders in haute
cuisine as some restaurants and hotels gain or lose stars every autumn. In fact, the
restaurants and hotels outside Europe adapt to the Michelin’s practice. As a result,
Michelin becomes a key player in other continents and strengthens its dominant
position in haute cuisine rating.

Another mechanism is institutional rules and norms (Heaphy, 2013; Koskela-
Huotari et al., 2016; Labelle and Rouleau, 2017; Wright et al., 2017; Zilber, 2002,
2009). In a hospital, for instance, patient advocates take on the role of bridge
and use rules to solve conflicts between medical staff, patients, and their families
(Heaphy, 2013). Against the disruption of conflicts on the established roles and
relations between these groups, they explain rules to patients or their families to
address their complaints or to medical staff to change their approach or process.
By using the power of rules, patient advocates, who have almost no power over
neither patients and families nor medical staff, manage to handle conflicts and
help maintain the relative roles of each group.

Roles are actually a mechanism to reproduce institutions (Clark and Newell,
2013; Collien et al., 2016; Currie et al., 2012; Heinze and Weber, 2016; Symon
et al., 2008). The response of clinical geneticists in the UK to a project of the
Department of Health is an example (Currie et al., 2012). The project allows the
nurses specialized in the area of genetics to deliver genetics service to patients
as well as give professional advice to other nurses and even doctors. This defies
the common hierarchy between doctors and nurses. In some cases, the geneticists
respond by defining their role as the lead actor and the role of genetics nurses as
their assistants. They delegate daily tasks to the nurses with little autonomy. In
other cases, they give the nurses more autonomy with some non-routine tasks to
focus on the tasks that require their expertise. In all cases, though, they preserve
their dominant institutional position.

Like roles, rituals and symbols can be used in institutional work of maintenance
(Blanc and Huault, 2011; Creed et al., 2010; Dacin et al., 2010; Styhre, 2013). For
example, the students, academicians, college master, and staff at different colleges
of Cambridge University follow formal dining rituals, which contribute to the
maintenance of the British class system (Dacin et al., 2010). Through those rituals,
especially the students experience and internalize stratified relations among
people of different social ranks. They acquire the knowledge of how to socialize
and bond with the elite. They carry the norms and behaviors they learn from the
performance of rituals through their lives after graduation when they generally
occupy elite positions in the society. The rituals thus help them become elites,
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contributing to the stability of the British class system.

Among the mechanisms is also technology commonly used as part of institutional
routines and practices (Colombero and Boxenbaum, 2019; Grafstrom and
Windell, 2012; Norback, 2019; Turnbull and Wass, 2015). As an example, unpaid
work is an institutional practice among police inspectors facilitated by technology
(Turnbull and Wass, 2015). Although it sometimes creates extreme pressures
on the inspectors, many inspectors work overtime without keeping record and
exceed their weekly maximum of 48 hours. With emails, text messages, and online
systems, they are always available. They use cell phones and laptops to respond to
emails and messages even though they are not officially on duty.

Therefore, past research generally addresses the mechanisms of institutional
maintenance internal to a particular institution such as haute cuisine rating,
healthcare, social class, and police work. It does not look into the role of an
alternative, different institution in maintenance. This is understandable since
alternative institutions are likely to have disruptive effects. Still, this is an important
question to study and improve our understanding on institutional maintenance.
There is notably one research examining the mass media and partly touching on
this question (Raviola and Norback, 2013). Printed and internet media are two
alternative institutions. Unlike a printed newspaper, a website does not have page
restrictions. Covering many different topics is possible and useful to attract more
readers. A website is also dynamic; its contents can be updated with the most recent
news. An Italian newspaper that covers business news responds to the disruption
of internet media by preparing its website version. Yet, the newspaper follows the
traditional approach on the website, publishing sports news only weekends and
preparing a new front page when the main page of the website is updated. The
research thus shows the use of approaches still internal to printed media though
it implies that internet media as an institution can contribute to printed media
as another institution. In fact, the actors of printed media respond to the threat
of internet media rather than use the latter to maintain the former. In contrast,
this study analyzes how an institution, traditional physical retail, can be used to
maintain another institution, e-commerce, trying to understand the underlying
mechanisms of this institutional maintenance.

2. METHOD

This study examines institutional maintenance as a social process. It inductively
uses the data of e-commerce companies to develop a perspective on the use of
an institution to maintain another institution. Hence, it utilizes qualitative
methodology, which helps understand the experiences of social actors involved in
the process of institutional maintenance (Denzin and Lincoln, 2008). Qualitative
methodology enables researchers to comprehensively describe and analyze actors’
experiences, which become the basis of a new perspective. It is also flexible,
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allowing the integration of new, relevant data as the analysis evolves (Glaser and
Strauss, 1967; Van Maanen, 1998).

2.1. Research Site and Data

In line with the research question, we searched for e-commerce companies in
Turkey, which started to operate as online/e-commerce-only at least five years ago
and later opened at least one physical store. Based on a report by TUBISAD (2019),
we identified 799 e-commerce companies with a monthly user of at least 15.000 in
2017. There were 358 companies selling products through a channel that was not
a website. We found that the majority had not begun its operations as an online
company. In fact, there were only four companies starting online-only, operating
more than five years, and having physical stores. They included Vivense, E-Bebek,
Evidea, and Supplementler.com. These companies differed in terms of customer
base as well as year of founding and of opening the first store. This diversity was
unintentional but welcomed as it helped understand the common pattern in the
different segments of the e-commerce industry. A brief profile of each company
can be seen in Table 1.

INSERT TABLE 1 ABOUT HERE

The main data came from the interviews with the top managers and directors of the
companies, who were most knowledgeable about the process of opening physical
stores. The first author contacted the participants between May and December
2018 and conducted a total of ten interviews between September and December
2018. The interviews lasted about 45 minutes on average. Most interviews were
conducted over audio or video call since the researcher was in Ankara and all
the participants were in Istanbul. With the consent of the participants, all the
interviews were recorded fully and transcribed later.

In addition to the Turkish companies, we searched through the media outlets for
additional data we could use in this study. We found 16 companies from different
countries, which started as online-only and opened physical stores eventually,
with the interviews with their top managers who explained the process of opening
physical stores. Even though those interviews were not as detailed as the interviews
conducted for this study, they were still useful as supplementary material, giving
some insights into the process. The companies in the interviews were founded and
opened their first stores in different years, selling a wide range of products. Also,
they were located in different countries. Among the companies were e-commerce
giants like Amazon and Alibaba, the two biggest in the world, as well as growing
startups. The supplementary data from those companies confirmed the trend of
opening physical retail stores among e-commerce companies regardless of age,
product range, location, and size. Table 2 is a side-by-side comparison of the
companies.
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INSERT TABLE 2 ABOUT HERE

2.2. Analysis

The analysis focused on the data of the Turkish companies, complemented by the
secondary data on other companies. We used methods based on grounded theory
approaches for analysis (Glaser, 1978; Glaser and Strauss, 1967). In the analysis,
we first tried to form categories by grouping individual answers by each interview
question. However, we realized that similar issues were addressed by different
interviewees in different questions. Also, some questions were related and the
interviewees actually gave more information when they associated a question
with another. Hence, we grouped the answers in terms of the reasons for opening
physical stores and the effects of the stores on companies and e-commerce in
general, and developed categories within these groups. We then tried to combine
different categories. For example, in different statements, the interviewees used the
term “design” to refer to the standard look of company website as well as physical
stores. Similarly, they used the term “experience” to describe the new yet consistent
experience of physical stores. Thus, we derived the categories of standardization
and consistency from the interview statements. Further, the interviewees tied the
terms to their company’s “brand”. Therefore, the categories of “standardization”
and “consistency” (and some other categories) were combined to form the key
issue of “brand” Lastly, we related each key issue to our research question, trying
to understand its role particularly in the link between e-commerce and traditional
retail and generally in institutional maintenance. This helped develop the levels of
institutional work and conceptualize the key issues as the general mechanisms of
institutional maintenance. Table-3 provides the codes, categories, and key issues,
from which we derived the customer-level institutional work, as an example.

INSERT TABLE 3 ABOUT HERE

2.3. Limitations

One of the limitations of this study was to find companies starting as online/e-
commerce-only and then opening physical stores. There were only a few such
companies in Turkey with its relatively new e-commerce industry as compared to
other countries like the USA or Canada. Another limitation was to find participants
with the knowledge of the store-opening process. The companies were relatively
small during the process, in which not many people were involved. As technology
companies, they also had relatively high turnover rates, which made it difficult to
find employees who worked long enough in those companies and were informed
about the process as well as company. Hence, the number of people we could
interview was very limited. In addition, this study focused on the key decision
makers who represented their companies in general and were part of the process.
Our main data source was the interviews with those decision makers likely to
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have the most knowledge of the process. Talking to the companies’ customers
and suppliers in addition to decision makers would enrich our data. However, the
companies had too many customers and suppliers and it was beyond the temporal
and monetary resources of this study to conduct interviews with them.

3. RESULTS

The analysis points out that there are eight different mechanisms at four levels,
through which physical retail as an institution contributes to the maintenance of
e-commerce as another institution. At the customer level, the mechanisms are
concretization and personalization. At the level of employees are the mechanisms
of new tasks and involvement. Concretization and product range are at the level of
suppliers. Lastly, brand and growth are at the company level.

3.1. Customer Level

The first thing successful companies do is to reach customers. For e-commerce-
only companies, reaching customers may not be enough most of the time because
the number of customers is much fewer compared to traditional retail. According
to the US Department of Commerce (2019), only ten percent of all retail sales
were generated from e-commerce in 2018. Only three percent of all retail sales
came from e-commerce in 2018, according to a report by the Turkish IT Industry
Association (TUBISAD, 2019). These numbers suggest one of the reasons why
e-commerce companies enter traditional retail business.

3.1.1. Concretization

Physical stores offer something e-commerce cannot: Customers can try, touch,
feel, and see a product before they buy it. A top manager of Vivense describes the
concretization experience physical stores can offer and a website cannot:

“It is very difficult to touch the customer when it is an online-only company.
Physical stores offer richer experience obviously. The real life cannot be replicated
with any virtual world. The stores reveal all the richness of that real life. You
experience everything with your five senses, drink your coffee, talk to the interior
designer, touch the fabrics, sit down and feel the atmosphere in a place where you
sense the aromas in your nose.”

The manager continues:

“When we did not have a store, some customers found our office address and
visited our office to see our products. Maybe it is because of the nature of the
products we sell; but customers really want to see them before they buy”

The founder and CEO of Everlane, an e-commerce company selling clothing and
accessories, similarly explains (CBS This Morning, 2017):

“When we started six years ago, we thought we could do this online only. But what
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we found is customers like to touch things before they buy them.”

Physical stores can also provide convenience e-commerce sometimes lacks.
Customers can stop by the store if it is on their way, swap items, or return them.
Since companies sell the same products both online and offline, they can first
try the products then buy online. The stores thus create a familiar experience for
most customers used to traditional retail. Also, customers can visit the website to
determine what to buy before they come to the store. Hence, the stores become an
alternative way to reach out to customers. A top manager of E-Bebek explains the
positive effects of physical stores on e-commerce:

“When we open a store in the regions where we sell very little online, we see an
increase in the sales from our website. It is like publicity. Customers consider if
we have a website as well. Physical stores are a point of contact for customers. So,
they shop online, thinking that they can change or return the products through
the store”

The founder and CEO of Rent the Runway, a company that rents luxury clothing
to people, similarly comments (CBS This Morning, 2016):

“... by nature of having a store in the physical market, you can courier her units
from the store. If she ever has a problem, you can swap for various pieces of
inventory. So, it is about creating an efficient experience for the user”

3.1.2. Personalization

Concretization is complemented by personalization. Personalization is something
every e-commerce company tries to achieve by collecting and analyzing the
customer data. Physical stores are also used by companies to personalize the
customer experience. Personalization in retail stores is actually not new. Apple
is usually credited for opening personalized brick-and-mortar stores selling
technological products. Providing one-to-one interaction with well-informed
staff, Apple stores are highly regarded among retailers due to their exceptionally
high conversion rates per customer visits. Similarly, the CEO of Vivense says:

“We thought that in our showrooms, our interior designers could serve customers
more closely and help them decide which furniture or which color to choose.”

Another manager from Vivense adds:

“Our stores are like the missing part of the user experience in our e-commerce
business. We started them as a way to complete the user experience.”

E-commerce companies use different methods for personalization to offer what
seems to be missing in their online business in terms of user experience. They
claim that the experience of their stores is unique and unlike traditional retail
stores. One top manager from Evidea explains what they do differently:
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“We added details like ordering from the store directly to your address. That is one
of the things that separate us from other retailers”

MM LaFleur, a company selling fashion and beauty products mostly to women,
is another company that uses personalization. A top manager of the company
explains the company’s approach (Susman, 2018):

“We decided to reimagine the shopping process by having customers come in by
appointment, work with a stylist and only try on items that have been curated for
them”

Personalization tactics in physical stores thus help e-commerce companies engage
with their customers closely. Companies use the stores to better introduce their
products to the customer base as well as educate customers. The CEO of Casper,
a USA based company selling mattresses, talks about the stores (Hanbury, 2018):

“It’s a way to educate new customers.”

Supplementler.com is a good example as well. This company sells supplement
foods for athletes and most new customers are actually not familiar with many
of its products. The store staff educate new customers about when and how to use
which products. They also create cross-sale opportunities through education. If a
customer new to bodybuilding supplements wants to buy only whey protein, for
example, they sell the customer amino acids as well by explaining their benefits in
the early phases of bodybuilding.

E-commerce companies use their stores to educate customers about not only their
products but also technology, supporting personalization. Evidea and E-Bebek, for
example, have kiosks in their stores. Customers can look at the product catalog,
customize their product, and even order online from those kiosks. The store staff
assist customers if they have trouble in using kiosks. Using kiosks, customers
become familiar with and have a rather personalized online shopping experience
while companies basically acquire new online shoppers. One top manager from
E-Bebek explains:

“We create an environment for our customers to adapt to technology to familiarize
them with e-commerce by using kiosks and technology in our stores”

3.1.3. Summary

Therefore, we observe the mechanisms of concretization and personalization at
the customer level. Through concretization in physical stores, customers feel,
touch, and experience the products they want to buy. The stores also create a sense
of familiarity. Once customers become familiar with the products and company in
general, they shop online as e-commerce offers a wider variety of similar products.
Through personalization, companies closely relate to their customers. The stores
enable the staff to provide unique experiences for and bond with customers through
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one-to-one interactions. This bond is again positively reflected in companies’
e-commerce, making customers partners in the maintenance of e-commerce as an
institution through their retail activity in physical stores.

3.2. Employee Level

Most e-commerce companies were startup when they decided to open their first
stores. The number of employees they had ranged from five to fifty at the time of
opening. Hence, almost all employees had to be bought into the idea of entering
traditional retail business as their jobs would be affected. Despite some concerns
on the part of employees, e-commerce companies were able to involve and retain
many key employees during and after going into traditional retail through new
roles and responsibilities.

3.2.1. New Tasks

Physical stores automatically create new roles and positions within e-commerce
companies. Many new positions are filled with new hires. For example,
Supplementler.com opens a new department handling store related issues and
staffed with employees experienced in physical retailing. It also hires experienced
store managers and salespeople while training newly hired, inexperienced
salespeople. Vivense similarly opens a showroom department with district offices
to manage its stores. It hires new, experienced staft for this department and its
offices. As new employees gain field experience by working closely with customers
in the stores in such positions as store manager and salesperson, their utility
increases for companies. They are sometimes transferred to e-commerce units
such as digital inventory management or marketing departments to bring more
customer insights into e-commerce.

There are new career opportunities for the existing employees as well. Vivense, for
example, bring some current employees into the showroom department to benefit
from their experience and instill its company culture and values into newly hired
employees. The showrooms also enable the Vivense employees to directly work
with customers and improve their skills. The interior designers, for example, work
in the showrooms in rotation, getting some invaluable on-the-job-training. They
use the learning to design other showrooms for Vivense.

E-commerce companies also expand some of their other operations to address the
needs of physical stores and add new responsibilities to the existing positions as a
result. One top manager from Evidea says:

“Alittle more responsibility has been added to the existing positions. In the logistics
section, for example, we only shipped to customers before; but now we ship to our
store in mass. So, we could say it is an addition. Increased responsibilities for our
existing staff”
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With the help of brick-and-mortar stores, companies thus offer both new and
existing employees new career paths, training opportunities, and additional
responsibilities, which are likely to improve their skills and commitment. Hence,
companies are able to keep especially key employees who can help maintain
e-commerce business with their new skills and increased commitment.

3.2.2. Involvement

Employees are also retained because they are involved in the store-opening
process. The process actually refers to a significant organizational change resulting
in new departments, tasks, and practices. Companies convince their employees of
the benefits of the change and ensure their support by involving them in such a
key, strategic decision. Through this involvement, they are also able to make use of
the knowledge of employees for the success of the change and increase employee
commitment. One top manager from Evidea explains:

“We were a startup company. As this was a common decision, we incorporated all
the employees into this process. The employees were even involved in the selection
and alignment of products and design of the store. Everyone joined and united
under one goal”

It is a similar experience for E-Bebek as the founder states:
“From the beginning, this has been a process we have done with all our employees”

Employee involvement is not limited to the opening process. Once the stores
are operational, employees are closely involved to collect the customer data.
E-commerce companies actually collect a huge amount of digital data from their
customers to give them a better shopping experience. They have different methods
to get feedback from their customers. Emails, forums, blogs, real-time online chats,
and customer support lines are some examples. Companies usually analyze and
transform the aggregate data coming from these sources into useful information
to customize their service. For example, the software engineering team uses
the data to create a better user interface for the company website and develop
recommendation systems for customers. The marketing team collects the data to
decide on which campaigns are more successful. The operations team constructs
forecast models based on the data from customers. Thus, physical stores, which
facilitate human-to-human interactions between customers and employees, create
an additional source of data for these teams whose work then helps improve those
interactions. While the stores engage customers directly with companies and their
products or services, they enable employees to better understand and respond to
customer needs. One executive from Vivense shares the experience:

“Our stores have a warm, friendly atmosphere. They are a way for one-to-one
communication with customers. One year ago, our showroom and office were
next to each other. So, we could go directly working with customers and establish
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one-to-one communication. Customers come and show us the screenshots of the
product, saying that T looked at here, I did something like that here’ This helps us
do customer research.”

3.2.3. Summary

Therefore, at the employee level, physical stores help maintain e-commerce as
an institution through the mechanisms of new tasks and involvement. Through
new tasks, they create new responsibilities for the existing positions in companies.
Those responsibilities help employees develop new skills. New tasks mean new
career paths as well for employees. The skill variety and commitment of employees
thus increase to support companies. New tasks also result in new hires and thus
an additional resource of employees, who are experienced and/or trained to use
in e-commerce positions as well. Through involvement of employees, companies
benefit from their experience as well as ensure their support during and after the
store opening process while increasing their commitment. Moreover, the stores
enable employees to be in the field, stay closely in touch with customers, and study
and understand their habits, increasing employee responsiveness to customers
and contribution to companies in general.

3.3. Supplier Level

The e-commerce giant, Amazon, builds its strategy around the fact that customers
want a vast selection of quality products, fast delivery, and low cost today and they
will want them in the future (Clifford, 2019). These features depend on suppliers.
If e-commerce companies want to offer a wide variety of products, they need to
work with multiple suppliers. They also need to ensure the quality either of raw
materials to manufacture products or of products themselves to directly sell, both
coming from particular suppliers. Moreover, suppliers’ production cost, delivery
time, and storage conditions affect the price of products.

3.3.1. Concretization

The success of e-commerce companies is determined by the variety and quality of
products, delivery time, and price, all of which depend on suppliers. Trust is a key
factor in companies’ relationship with suppliers (Koh et al., 2012). Suppliers want
to trust the economic power of companies before they do business with them. As
e-commerce is a relatively new industry, it is expected that most suppliers do not
know or trust e-commerce-only companies. It is certainly the case for E-Bebek in
its early years. The founder of E-Bebek explains:

“We founded E-Bebek in 2001 and we could not grow our company that much
until 2003 when we opened our first store. After we went into brick-and-mortar
retailing, customer trust and supplier trust increased significantly”

A top manager from E-Bebek continues:
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“There were suppliers that we wanted to work with; but they refused to work with
us when we were just an e-commerce company. After we started opening stores,
they became our suppliers”

As in the case of customers, physical stores help e-commerce companies to be
concretized in the eyes of suppliers. They create a sense of familiarity since most
suppliers are used to working with traditional retailers. Hence, they facilitate the
formation of trust between companies and suppliers. There is also an economic
side. The stores are a company asset. They are considered by suppliers as collateral
against a possible default of the company on its debt to suppliers and provide a
material basis for trust. As one top manager from Evidea puts:

“Having a store has a positive effect in the eyes of customers and suppliers”

Trust is one factor in a successful company-supplier relationship while another
factor is close communication and feedback. The concretization of e-commerce
companies through brick-and-mortar stores helps them engage with customers
on a more personal basis and get direct feedback. This feedback is not simply
about the operation of stores. It is often about products. Companies use this
customer feedback to establish better communication with the suppliers of those
products. For example, Vivense offers customization of furniture products in its
stores. Customers can demand changes in the color, softness, and in some cases
mechanisms of furniture. Based on the positive feedback of customers visiting the
stores, the company starts to provide customization on its website. Customization
through physical stores as well as websites generates detailed customer feedback,
which actually leads to better feedback to suppliers about what features customers
want from each furniture and thus suppliers are to produce. Customer needs and
tastes are thoroughly communicated to suppliers to tailor their products. A top
manager from MM Lefleur (Susman, 2018) talks about the feedback:

“Our stylists have helped us determine what our customer wants. For instance, if
you hear that they love a specific dress but are waiting for a new color, do whatever
you can to ensure they are first in line when it comes in”

3.3.2. Product Range

In addition to the concretization of companies in the eyes of suppliers, there is a less
visible factor, increasing product range, effective at the supplier level. E-commerce
has actually a big advantage over traditional retail when it comes to the variety
of products. The stores are physically limited to offer different products while an
e-commerce website can display thousands of products. Hence, it seems odd to
argue that physical stores have an impact on the product range. A top manager of
Supplementler.com actually states:

“E-commerce has a much wider selection of products than traditional retail”

Still, physical stores positively affect companies’ product range. For example, MM
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Lafleur adds a new dress color not offered before opening its stores (Susman,
2018). Similarly, thanks to its stores, some suppliers accept to work with E-Bebek,
enriching its product range. In fact, the stores can result in new additions, which
companies never think of before or which seem to make no sense for online-only
companies. This is the case for Vivense. The company starts to offer a larger variety
of fabric options for furniture products on its website after they are displayed in
its stores for the experience of customers. Through the website, customers can
now order different fabrics to be sent so that they can see and touch them before
selecting one. This feature is generally not available in online shopping.

The increase in the product range also benefits suppliers, which can now reach
customers with more of their products and increase their revenues. As new
products added to the product range and offered in the stores are also offered on
the websites, suppliers’ reach and visibility significantly increase in the market.
Although suppliers create unique brands under different categories for companies
including Evidea, E-Bebek, Vivense, and Supplementler.com to sell only in those
companies, they also produce their own brands available through other companies.
Thus, e-commerce companies” sale of a supplier’s products in their stores and
then on their websites supports the sale of the supplier’s other products and helps
strengthen the supplier’s market position. A mutually beneficial relationship is
then established and reproduced between companies, for which product variety
is a critical success factor, and suppliers, which exploit increasing visibility in the
market.

3.3.3. Summary

Therefore, at the supplier level, concretization and product range work as the
mechanisms of institutional maintenance for e-commerce. Concretization
through physical stores helps suppliers build trust in e-commerce companies as
most suppliers are accustomed to working with traditional retailers. The stores
also provide an effective, concrete source of customer feedback, which improves
communication and feedback between companies and suppliers about products.
Increased trust and better feedback contribute to the success of e-commerce
companies. Moreover, physical stores create opportunities to add to the product
range of companies while increasing the visibility of suppliers. With new products,
companies increase their variety for customers as suppliers expand their reach in
the market. The relationship between companies and suppliers is thus strengthened
due to mutual gains, again supporting companies’ success in e-commerce.

3.4. Company Level

Although e-commerce and traditional retail as institutions are different, both have
the same purpose: to generate revenue for companies. They might have different
customer bases, different suppliers, and even different employees. However, they
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are part of the same company. Companies actually do not want to choose between
e-commerce and traditional retail when defining themselves. They are rather a
combination of both.

3.4.1. Brand

While customers” habits change from traditional towards online shopping, brand
image remains a key factor affecting those habits (Gommans et al., 2001; Smith and
Brynjolfsson, 2008) and thus the success of e-commerce companies. E-commerce
is a relatively new industry compared to traditional brick-and-mortar retailing.
Although the use of internet and e-commerce penetration increase day-by-day,
customers’ familiarity is still relatively much less. Physical stores then become a
means for e-commerce companies to increase familiarity and brand awareness
among customers and build trust towards companies’ brand. A top manager from
Evidea states:

“Although e-commerce has a big market share in Turkey, having a physical
store and putting your brand out there place you somewhere else in the eyes of
customers.”

Increased brand awareness results in increased trust reflected in increased revenues
as one top executive from E-Bebek says:

“After the opening of the store, the trust of people increased. At the same time, the
revenue from the e-commerce website increased due to this trust”

The increasing access to internet all around the world changes how companies raise
brand awareness. Digital advertisements and online marketing campaigns become
much more important. E-commerce companies usually build their marketing
strategies and brand on digital advertising and new generation online methods
as they are naturally internet companies. Yet, they also use more traditional
means like billboards, TV, radio, or newspaper commercials. From an advertising
standpoint, a brick-and-mortar store is similar to a permanent billboard physically
placed in a strategic point where a lot of customers pass by such as a crowded street
or shopping mall. Like the billboard, it can be used to advertise company products,
announce new sales campaigns, and promote a positive brand image. One top
executive from E-Bebek explains:

“We see our stores as a permanent banner of our brand and website spread to 124
different points in Turkey. We sold 10 million bags of product last year and those
10 million bags were carried around by our customers all over Turkey, advertising
E-Bebek and E-Bebek.com.”

Physical stores allow companies to be creative in advertising their products and
brand and to host in-store events such as yoga classes or workshops. Everlane,
for example, hosts an event about the future of retail where customers even get
the chance to meet the company CEO and ask questions about the company’s
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strategies (CBS This Morning, 2017). As a company emphasizing environmental
responsibility and transparency in its operations, it also lets customers in the
stores listen to the recorded stories of its factories, which are claimed to be the
cleanest in the world, and the sounds of different manufacturing processes like
making a t-shirt. Another example is Warby Parker, a company selling sunglasses,
which creates an experience called the green room where customers make a video
of themselves with special effects (Estes, 2017). At the same time, customers try
different sunglasses. E-commerce companies thus use the stores to connect with
and attract customers in creative ways, which help spread their brand and stick it
in customers’ mind.

Companies also try to preserve the consistency of their brand image. Since they
are initially online-only, they build their brand through their website. They already
have a logo and color palette they use on the website. They carry the same logo
and colors to their physical stores to ensure consistency. One top executive from
Evidea explains:

“Our idea was that we were actually a digital brand. But we wanted to give our
customers a physical experience. So, we designed this experience. With our colors,
some kiosk experiences we developed inside the stores, with the general design
of the stores, with the product catalog we created inside, we designed an Evidea
experience for our customers.”

Hence, through both websites and stores, companies try to offer the same
experience, which is generally possible through a standard design. For example,
Vivense has a standard interior design as well as opening process for all of its
stores. Until 2012, E-Bebek follows a different approach to design each new store
individually so that each looks differently. After 2012, it standardizes the design
of all the stores now with the same look and feel, which promote the same brand
image.

For e-commerce companies, both websites and stores are part of customer
experience, which makes their brands. Companies value this experience more
than almost anything else because it is what customers become attached to.
Physical stores are a way for companies to fill the void in customer experience,
which cannot be filled with online-only presence. The stores overcome the lack
of human-to-human interaction and complete the missing part. One Evidea top
executive says:

“The main thing here is the fact that the two complement each other in the long
term. In this way, we try to create a brand; this brand creates an online as well as
an offline experience”

3.4.2. Growth

Brick-and-mortar stores also enable e-commerce companies to grow in terms of
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revenue and size since they help reach more customers. This is especially important
for companies in Turkey where e-commerce makes up only the three percent of
the whole retail market (TUBISAD, 2019). E-Bebek, for example, is one of the first
movers in the world, which start out as e-commerce-only and open physical retail
stores. It starts to operate in the early 2000s when the use of internet in Turkey
is as low as 5.4 percent among all age groups (DPT, 2010). Given the very small
size of the market, the founder of E-Bebek explains how the stores help grow in
e-commerce:

“At that time, e-commerce was used only on weekdays and on weekends it was
entirely in the stores. We have turned into a company that works at the same speed
for 7 days. We have achieved very good stock turnover. So, we have a very nice
structure that supports both websites and stores”

A small e-commerce company with a relatively low amount of sales at the time of
opening its first physical store, E-Bebek now has 124 stores in Turkey and is the
leading company in mother and baby products. According to its top executives,
the growth in physical stores and e-commerce go hand in hand as online shopping
penetration increases rapidly every year. Similarly, Supplementler.com sees an
opportunity for growth in the market of supplementary foods for athletes when
it opens its first store in 2015. In fact, as an already major player at the time, the
company’s main motivation to enter traditional retail business is to dominate the
Turkish market in general as one of the leading companies decides to withdraw
and close down its stores in Turkey. Through its physical stores, Supplementler.
com expands its operations and becomes the market leader. The company largely
eliminates not only offline but also online competition from other companies.

3.4.3. Summary

Therefore, traditional retail contributes to institutional maintenance of e-commerce
through the mechanisms of brand and growth at the company level. Brick-and-
mortar retailing firstly increases awareness of companies and their brands among
customers who are accustomed to physical stores. The stores are also used as a
permanent billboard to advertise company brand and products, allowing creative
in-store promotions while offering an offline customer experience in line with
online experience. They thus help create a consistent brand image for e-commerce
companies. Physical stores secondly mean more sales. They facilitate the growth
of companies by providing access to rather traditional market segments. They also
lead the customers of traditional retail to online retail, increasing sales in general.
Brick-and-mortar retailing can even help some e-commerce companies eliminate
competition and dominate the market as a whole.

4. DISCUSSION

Past literature generally ignores the question of how a relatively old, established
institution can be used to maintain a relatively new, alternative institution. The
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literature is mainly about the internal mechanisms of institutional maintenance
(Acquier et al., 2018; Blanc and Huault, 2011; Clark and Newell, 2013; Collien et
al,, 2016; Colombero and Boxenbaum, 2019; Grafstrom and Windell, 2012; Nite
et al., 2016; Raviola and Norback, 2013; Styhre, 2013; Wright et al., 2017), with
the implicit assumption that alternative institutions disrupt rather than maintain
other institutions. Alternative institutions are considered as threats. In fact, we
observe some disruption in e-commerce companies analyzed in this study in
the form of cannibalization as physical stores draw some customers away from
e-commerce. The stores offer a familiar and convenient experience for customers.
Therefore, companies might initially see a decrease in the number of online
customers from the areas where they open their first physical store. However, they
quickly make up for this decrease as the stores encourage traditional customers to
shop online. E-commerce companies utilize brick-and-mortar stores to continue
their existence as online retailers. Thus, this study shows that it is possible to use
an old, more established institution to maintain a relatively new, even alternative
one. In this sense, the study adds a new perspective to the research of institutional
maintenance.

The study also supports the views of organizational scholars (Currie et al., 2012;
Koskela-Huotari et al., 2016; Nite et al., 2016) showing that the line separating
different types of institutional work is sometimes blurred. Although there are
some studies implying the coexistence of creation and maintenance work (Acquier
et al., 2018; Heinze and Weber, 2016; Labelle and Rouleau, 2017; Zilber, 2009),
there are not many studies examining the relationship between maintenance and
disruption work. It seems unlikely that institutional maintenance work can also
lead to disruption or vice versa. However, this study indicates that institutional
actors’ work to maintain an institution can at least partially disrupt the same
institution. Actors’ work can have several effects, which might be in opposite
directions, disrupting as well as maintaining the institution.

The study is also in line with the existing finding that internal mechanisms are
important in institutional maintenance. The literature discusses, for example,
Michelin’s application of its established star rating system to protect its dominance
in haute cuisine rating (Bouty et al., 2013), patient advocates reference to
institutional rules to solve conflicts between different institutional actors (Heaphy,
2013), clinical geneticists’ modification of the existing roles against the threat
to their institutional positions (Currie et al., 2012), the Cambridge University
members’ performance of historical rituals to reproduce the British class system
(Dacin et al., 2010), and police inspectors’ use of technology to continue the
practice of unpaid work (Turnbull and Wass, 2015). Similarly, when e-commerce
companies open brick-and-mortar stores, they use some of their standard business
practices. For example, they continue their attempts to personalize products and
expand the product range. In addition, they usually use the same warehouse and
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associated systems to distribute goods sold in physical stores. Most companies also
continue to work with some of the existing employees. Hence, while suggesting
a new perspective that emphasizes the role of external, alternative institutions
in institutional maintenance, this study supports the existing insight that actors
commonly utilize internal practices to maintain institutions.

CONCLUSION

This study points out that an older institution like traditional retail can be used
to maintain a newer institution like e-commerce although the latter is a partially
disruptive alternative for or even a replacement of the former. It identifies general
mechanisms, through which the efforts and activities of companies, employees,
suppliers, and customers turn into institutional work of maintenance and thus
traditional physical stores ironically help maintain non-traditional online stores.
The study shows that eight different mechanisms at four levels work towards
maintenance. For customers, traditional stores help concretize e-commerce
companies and personalize customer experience. For employees, they create new
responsibilities and tasks and increase their involvement in both strategic and daily
decisions. For suppliers, they develop trust by making e-commerce companies a
concrete entity to do business with and promote visibility by expanding the product
range and reach. Lastly, for companies themselves, they increase brand awareness
and result in growth through additional marketing and sales opportunities.
Therefore, traditional retail strengthens the position of e-commerce companies
in the market by facilitating better relations with their customers, employees, and
suppliers as well as directly contributes to companies’ image and growth.

This study is also one of the first studies that examine a new trend, e-commerce
companies’ entering the business of traditional retail. It highlights some of the
reasons and outcomes of this trend by analyzing the data collected from the early
adopters in Turkey. In this sense, it has some practical implications for other
e-commerce companies planning to go the traditional route in retail. First, the
study demonstrates that physical stores expand the customer base by increasing
familiarity and personalizing shopping experience. However, customers should
not be the only focus in the store-opening process. Companies should ensure
employee contribution into the process through giving more responsibility and
authority and integrate suppliers by developing trust and selling more of their
products. Second, the experience of early adopters implies that growth is an
important reason as well as outcome of opening physical stores. Yet, growth is
rather related to brand awareness, which is another reason and then outcome
and thus which should be strategically used for growth. Third, companies should
develop a holistic approach so that online and offline retailing are closely integrated
around a common strategy. They should use traditional retail and e-commerce
in alignment to develop a common brand image and reinforce this image by
making up for the missing parts inherent in each of these two institutional types.
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In general, the experience of the first-movers in Turkey suggests that success is
more likely for e-commerce companies planning to open brick-and-mortar stores
if they carefully plan their moves at the levels of customers, employees, suppliers
as well as companies themselves.

This study indicates a number of directions for future research. First, the study
is limited by the scale of e-commerce in Turkey where e-commerce companies
are actually small in terms of size, revenue, and market share within the whole
retail industry and entering tradition retail business is a relatively new trend
among these companies. It uses the secondary data on non-Turkish companies as
supplementary. It might be useful to increase the scale with the data on companies
in the countries including the US, which has the largest number of and some of the
biggest e-commerce companies in the world with very high volume of sales even
as compared to traditional retail (Pettypiece, 2015). Given that the industry giants
such as Amazon and Alibaba continue to open brick-and-mortar stores and thus
this trend is likely to spread, there is an opportunity to develop a more complete
analysis of the trend and its implications through a large sample of companies bigger
in size and impact on the industry. Second, this study looks into the retail industry
and the role of offline in the maintenance of online retail. Researchers might look
at other industries such as the media (Grafstrom and Windell, 2012; Raviola
and Norback, 2013), which might have different mechanisms of maintenance or
perhaps disruption. In the case of media, for example, online newspapers might
actually disrupt more than maintain printed newspapers because of the industry-
specific conditions. Hence, future research might continue to identify and better
formulate the conditions of institutional maintenance, in which alternative
institutions are involved.

E-TICARETIN GELENEKSEL PERAKENDECILIK
UZERINDEN
KURUMSAL MUHAFAZASI

1. GIRIS VE LITERATUR

Bu caligma e-ticaret firmalarinin geleneksel fiziksel magaza agma siireglerini
bir kurumsal koruma veya muhafaza isi olarak ¢oziimlemektedir (Lawrence ve
Suddaby, 2006; Lawrence vd., 2009). Geleneksel perakende magazalar e-ticaret
firmalarinin piyasadaki konumlarini saglamlastirmaktadir. Bu anlamda, nispeten
eski kurumsal bir yap1 olarak geleneksel perakendecilik veya magazacilik, zamanla
yerine gecebilecek nispeten yeni baska bir kurumsal yapi olarak e-ticaretin
muhafazasina yardimci olmaktadir. Bu ¢aligma, bu iki kismen birbirine alternatif
ve zarar veren yapi arasindaki kurumsal muhafaza iliskisini incelemektedir.
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Calisma, aktorlerin edimlerini ve uygulamalarini kurumsal muhafaza yoniinde
sekillendiren ve geleneksel perakendeciligin e-ticaret tizerindeki olumlu etkisini
aciklayan genel mekanizmalar: ortaya koymaktadir.

Kurumsal i, bireylerin ve organizasyonlarin yeni kurumlar yaratma ve var olan
kurumlar1 bozma veya koruma amacli edimlerini ve uygulamarini ifade eder
(Lawrence ve Suddaby, 2006). Organizasyon arastirmacilar: kurumsal muhafaza
isini pek ¢ok farkli baglamda ¢alismaktadirlar (Gawer ve Phillips, 2013; Mena ve
Suddaby, 2016; Turnbull ve Wass, 2015; Zietsma ve Lawrence, 2010). Kurumsal
muhafaza {izerine yapilan bu ¢alismalar genellikle i¢sel siireglere odaklanmaktadir.
Calismalarda yemek, saglik, egtim, ve giivenlik sektorlerindeki i¢sel diizenekler
konu edilmistir (Acquier vd., 2018; Blanc ve Huault, 2011; Clark ve Newell,
2013; Collien vd., 2016; Colombero ve Boxenbaum, 2019; Grafstrom ve Windell,
2012; Nite vd., 2016; Raviola ve Norback, 2013; Styhre, 2013; Wright vd., 2017).
Dolayisiyla var olan ¢alismalar muhafaza edilecek kurumun yerine ge¢me olasilig
da bulunan bir bagka digsal kurumun etkisini gormezden gelmektedirler (Blanc ve
Huault, 2011; Clark ve Newell, 2013; Grafstrom ve Windell, 2012; Nite vd., 2016;
Raviola ve Norback, 2013). Bu ¢aligma, literatiirdeki bu eksiklige odaklanmakta
ve e-ticaret firmalarinin kurumsal varliklarini muhafaza etmek icin fiziksel
magazalar1 kullanmalarini irdelemektedir.

2. YONTEM

Bu ¢alisma kurumsal muhafaza isini sosyal bir siireg olarak ele almaktadir. Caligma,
e-ticaret firmalarindan toplanan verileri kullanarak bir kurumun bagka bir kurumu
muhfaza etmek i¢in nasil kullanildigina dair bir bakis acis1 gelistirmektedir. Bu
amaca uygun olarak, kurumsal muhafazada rol alan aktorlerin tecriibelerini
anlamaya odaklanan nitel yontemleri uygulamaktadir (Denzin and Lincoln,
2008). Aragtirma sorusu ¢ercevesinde, e-ticaret yapmak tizere kurulmus, sonradan
fiziksel magazalar agmis ve en az bes yildir faaliyette olan dért Tiirk firmasi tespit
edilmistir. Bunlar, Vivense, E-Bebek, Evidea, ve Supplementler.com firmalaridir.
Calismanin temel verisi, bu firmalarin iist diizey yoneticileriyle yapilan on adet
miilakattan toplanmistir. Daha fazla veri toplamak amaciyla, internette arastirma
yapilmus, fiziksel magazaciliga sonradan ge¢mis ve konu iizerine yodneticileriyle
yapilmis miilakatlarina erisim olan onalti yabanci firma belirlenmis ve Tiirk
firmalarina ek olarak ¢aligmaya dahil edilmistir. Coziimlemede Tiirk firmalara
odaklanilirken yabanci firmalarin verisi tamamlayict olarak kullanilmistir.
Coztimlemede gomiilii kuram yontemleri takip edilmistir (Glaser, 1978; Glaser
ve Strauss, 1967). Miilakat sorularina verilen cevaplar fiziksel magaza agmanin
nedenlerive sonuglari ger¢evesinde gruplandirilmisir. Bu gruplandirma sonucunda
kategoriler olusturulmustur. Kategoriler benzerliklerine gore birlestirilerek temel
meselelere ulagilmistir. Son olarak, temel meselelerin e-ticaretle geleneksel
magazacilik arasinda olusturduklar: baglanti ve kurumsal muhafazadaki rolleri
yorumlanmuistir.
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3. BULGULAR

Coziimleme, kurumsal bir yapr olarak geleneksel perakendeciligin bagka bir
kurumsal yap: olarak e-ticaretin muhafazasinda rol oynamasini saglayan dort
diizeyde sekiz mekanizmanin varligina isaret etmektedir. Miisteri diizeyinde,
somutlagtirma ve kisisellestirme mekanizmalar1 goézlemlenmektedir. Fiziksel
magazalar {riindi, misterilerin dogrudan tecriibe etmelerini saglayarak,
somutlastirmaktadirlar. Magazalar ayni zamanda asinalik hissi yaratmaktadirlar.
Miisteriler, tiriin ve firma i¢in asinalik gelistirdiginde, daha fazla se¢enek sunan
e-ticareti kullanmaya baslamaktadirlar. Kisisellestirmeyse, firmalarin musterilerle
daha yakin iliskiler kurmasini saglamaktadir. Magazalar birebir etkilesimlerle
miisterilere 6zgiin tecriibeler sunmaktadirlar. Bu sekilde kurulan bag e-ticaret
tarafina olumlu yansimakta ve boylece musteriler magazalardaki etkinlikleriyle
e-ticaretin kurumsal muhafazasinda 6nemli bir rol oynamaktadirlar.

Calisan diizeyinde, fiziksel magazalar ¢alisanlar i¢in yeni gorevler yaratma ve
calisanlar1 magazacilik siirecine dahil etme mekanizmalariyla e-ticarete destek
vermektedirler. Fiziksel magazalar oncelikle calisanlar i¢in yeni goérevler ve
sorumluluklar yaratmakta, dolayisiyla caliganlarin yeni yetenekler edinmesine
yardimc1 olmakta ve kariyer olanaklarini ¢ogaltmaktadirlar. Caliganlarin
yetenekleri cesitlenirken firmaya olan bagliliklar: ve katkilar1 artmaktadir. Yeni
gorevler fiziksel magazacilikta tecriibeli ve e-ticaret konusunda egitilebilir yeni
calisanlarin ise alinmasini da beraberinde getirerek, e-ticaret i¢in ek bir isgiicii de
olusturmaktadir. Calisanlarin magazacilik siirecine dahil edilmesiyse, firmalarin
calisanlarin tecriibelerinden vyararlanmalarini, desteklerini almalarini ve
baghliklarini artirmalarini saglamaktadir. Ayrica magazalar galisanlarin sahada,
miisterilerle yakin iligkiler kurmalarina yardimcr olarak, onlarin aligkanliklarini
anlamalarini ve isteklerine daha hizli cevap vermelerini kolaylagtirmaktadr.
Boylece caliganlarin firmalara olan katkis: yine artmaktadir.

Tedarikgi diizeyinde, yine somutlagtirma ve iiriin ¢esitliligi mekanizmalar: etkili
olmaktadir. Tedarikgilerinbiiyiikkismigeleneksel perakendecilerlecalismayaaliskin
olduklarindan ve fiziksel magazalar e-ticaret firmalarini somutlastirdiklarindan,
tedarikgilerin bu firmalara giivenmelerine olanak saglamaktadir. Magazalar
ayn1 zamanda miisteri talepleri ve memnuniyeti konusunda etkili ve somut geri
bildirim saglayarak, firmalar ve tedarikgiler arasindaki iletisimi ve geri bildirimi
iyilestirmektedirler. Artan giiven ve iletisim e-ticaret firmalarinin basarisina
katkida bulunmaktadir. Magazalar ayrica firmalarin diriin ¢esitliligini artirirken
tedarikgileri daha gorliniir kilmaktadirlar. Piyasa erisimleri artan tedarikgiler
daha giiglii bir konuma gelmektedirler. Boylece e-ticaret firmalari ve tedarikgiler
arasindaki iligki de giiglenmekte, firmalarin basarisi desteklenmektedir.

Son olarak firma diizeyinde, geleneksel magazalar e-ticarete markalasma ve
biiyiime mekanizmalariyla katki vermektedirler. Magazalar 6ncelikle fiziksel
magazalara aligkin olan miisteriler arasinda, firmalarin ve markalarinin bilinirligini
artirmaktadirlar. Magazalar, markalar ve {iriinler i¢in sabit bir reklam panosu
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gibi de kullanilmakta, yaratici tanitimlara olanak tanirken miisterilere e-ticaretle
uyumlu bir tecriibe sunmaktadirlar. Dolayisiyla magazalar e-ticaret firmalari i¢in
tutarl bir marka imaji yaratmaya yardimeci olmaktadirlar. Fiziksel magazalar ayni
zamanda daha fazla satig anlamina gelmektedirler. Geleneksel miisteri kesimlerine
erisim saglayan magazalar firmalarin biiytimesine katkida bulunmaktadirlar.
Geleneksel magaza miisterilerini e-ticarete yonlendirerek, satislarin genel olarak
artmasini saglamaktadirlar. Magazalar bazi e-ticaret firmalarinin rekabetciligini
gelistirerek piyasada lider konuma gelmelerinin de yolunu agmaktadirlar.

4. TARTISMA VE SONUC

Kurumsal muhafaza isi tizerine yapilan ¢aligmalar nispeten eski, yerlesik bir
kurumun nispeten yeni, ona segenek olusturan bagka bir kurumun muhafazasi
i¢in nasil kullanilabilecegi sorusunu genellikle gz ardi etmektedirler. Var olan
literatiir, kurumsal muhfazanin i¢sel mekanizmalariyla ilgilidir (Acquier vd., 2018;
Blanc ve Huault, 2011; Clark ve Newell, 2013; Collien vd., 2016; Colombero ve
Boxenbaum, 2019; Grafstrom ve Windell, 2012; Nite vd., 2016; Raviola ve Norback,
2013; Styhre, 2013; Wright vd., 2017). Bu caligma geleneksel fiziksel perakendecilik
gibi bir kurumun, e-ticaret gibi yeni ve alternatif bir kurumun kurumsal varligini
devam ettirmek i¢in kullanilabilecegini gostermektedir. Calisma, firmalarin,
caliganlarin, tedarikcilerin ve miusterilerin edimlerini kurumsal muhafaza igine
doniistiiren ve geleneksel perakendeciligin geleneksel olmayan perakendeciligi
muhafaza etmesinin 6niinii agan mekanizmalari tanimlamaktadr. ilkin, geleneksel
magazalar e-ticaret firmalarinin somutlagmasina yardim ederken miisteriye kisisel
bir deneyim sunmaktadirlar. Ikincisi, caliganlar icin yeni gérevler ve sorumluluklar
yaratan magazalar, ¢alisanlarin stratejik ve operasyonel kararlara katilimini
da kolaylagtirmaktadirlar. Ugiincii olarak, e-ticareti geleneksel bir goriiniime
kavusturan, tiriine erisimi artiran, ve iirlin yelpazesini ¢esitlendiren magazalarla
birlikte, tedarikgilerin e-ticaret konusundaki gorece giivensizligi azalmakta ve
piyasadaki goriiniirliikleri artmaktadir. Son olarak, firmalar magazalar yardimiyla
marka bilinirligi saglamakta ve yeni pazarlama ve satis olanaklariyla biiylimeye
devam etmektedirler. Dolayisiyla geleneksel perakendecilik, e-ticaret firmalarinin
miisterileri, ¢alisanlar1 ve tedarikgileriyle daha iyi iliskiler gelistirmesine yol
acarak piyasadaki konumlarini giglendirirken, taninirliklarina ve biiytimelerine
de katkida bulunmaktadir.

Caligma, fiziksel magazacilik yapmak isteyen e-ticaret firmalar1 i¢in bazi 6nerilere
isaret etmektedir. Birinci olarak, geleneksel perakendecilik sektoriine girmek
isteyen firmalar sorumluluk ve yetki vererek hem caliganlarin, giiven olusturarak ve
tirtin ¢esitliligini artirarak hem de tedarikgilerin siirece katilimini saglamalidirlar.
Ikinci olarak, biiyiime ve marka bilinirligi arasindaki iligki dikkate alinarak,
marka stratejik olarak biiytime yoniinde kullanilmalidir. Son olarak, firmalar
fiziksel magazaciligi ve e-ticareti ortak bir strateji etrafinda biitiinlestirerek
yiirtitmelidirler.
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Calismanin sonucunda iki arastirma &énerisi 6ne ¢ikmaktadir. Ilkin bu ¢aligma,
e-ticaret firmalarinin biitiin perakende sektorit ig¢inde biyiiklik, ciro, ve
piyasa pay1 agisindan oldukga kiigitk oldugu ve bu firmalar arasinda geleneksel
perakendecilik sektoriine girisin nispeten yeni oldugu Tiirkiyedeki e-ticaret
sektoriiniin olgegiyle sinirlidir. Geleneksel perakendecilikle karsilagtirildiginda
bile ciro agisindan diinyadaki bazi en biiyiik e-ticaret firmalarinin bulundugu
ABD gibi iilkelerdeki firmalarin verileriyle, ¢alismanin 6lgeginin biiytitiilmesi
yararll olacaktir. Ikinci olarak, bu calisma perakende sektériine ve fiziksel
magazaciifin e-ticaret tizerindeki olumlu etkisine bakmaktadir. Arastirmacilar
alternatif kurumsal yapilar arasinda bozucu etkilerin agir basacagi medya gibi
diger sektorleri inceleyerek farkli mekanizmalari ortaya koyabilirler.
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Table 1: Firm Profiles
FIRMS VIVENSE EVIDEA SUPPLEMENTLER | E-BEBEK
Year of 2013 2008 2006 2000
Establishment
Year of First 2014 2016 2010 2003
Store Opening
Main Products | Home Home Supplements for Mother and
Sold furniture and | products, athletes baby products
decoration kitchenware,
items garden ware
Operating Turkey Turkey Turkey Turkey
Countries
Number of 23 1 32 136
Physical Stores

Table 2: Profiles of Companies Outside of Turkey

Year of Year of First . Location of

FIRMS Establishment | Store Opening Main Products Sold Headquarters

MM Lafleur 2013 2017 Women clothing and UsA
accessories

Casper 2014 2018 Mattress USA

Away Travel 2015 2016 Luggage USA

Everlane 2010 2017 Clothing USA

Brika 2013 2015 Designer and crafted Canada
gift items

Warby Parker 2010 2013 Sunglasses USA

Amazon 1996 2015 Marketplace - Al USA
kinds of items

Birchbox 2010 2014 Makeup, haircare and USA
skincare products

Bonobos 2007 2012 Menswear USA

. Marketplace .

Alibaba 1999 2017 “Wholesaler China

Indochino 2014 2017 Custom-made Canada
menswear

Rent the Rental designer

Runway 2009 2014 dresses and handbags USA

BaubleBar 2010 2015 Fashion jewelry USA

Adore me 2011 2018 Lingerie USA/France
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Frank & Oak 2012 2014 Clothing Canada

Allbirds 2014 2018 Shoes USA

Table 3: Codes, Categories, and Key Issues for Customer-level Institutional Work

First-level Second-level | Third-level Fourth-level

Codes or actual

statements Category Key issue Concept

“The stores reveal all
the richness of that
real life”

“Customers like to Direct
touch things before | experience
they buy them.

“They shop online,
thinking that they
can change or return
the products. Concretization

Convenience
and
familiarity

“If she ever has a
problem, you can
swap for various
pieces”

“Our interior
designers could serve Customer-level
customers more institutional

closely an.d h’v’elp work Maintenance
them decide! through the of online
Close mechanisms of | through offline

Our §t0}‘es are like interaction concretization stores
the missing part of and

. »
the user experience! personalization

“It’'s a way to educate

new customers.”

B Personalization
We create an

environment for our | Customer

customers to adapt education

to technology”
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